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Preface

This document, a self-assessment guide for fiscal policy teams, is centered on the fiscal and program elements of
pupil transportation services. Each of these elements has a direct or indirect impact on the health, welfare, and edu-
cation of the pupils transpoited by the district. The guide focuses attention on the basic and unique elements of a
school transportation operation and is designed to promote effective comrnunication, trust, and understanding
among the transportation department, school administration, and governing board. It may also be used as a basis

g more effective and efficient school transportation
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services.
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Introduction to the Guide

This guide has been prepared to assist the school district governing board, the district superintendent, the district’s
chief business official, the school transportation administrator, and other fiscal policy team members in assessing
the current standards and practices of their school transportation system in relation to the total school program.
The standards described in this guide are designed to help the team make improvements and to stimulate discus-
sion among members of the fiscal policy team about the operation of the district’s school transportation program.
This guide is not intended to be used as a personnel evaluation tool. Improvements, if needed, require the commit-
ment of all district administrators. Team members should realize that progress requires a certain amount of time
and planning,

Background: Pupil Transportation

In 1932 California adopted a state plan for pupil transportation. The California State Department of Education
worked with the California Department of Highway Patrol, the California State Department of Motor Vehicles, the
California State Department of Industrial Relations, and the California State Railroad Commission to develop the
plan to guarantee pupil safety. The need for safe, cost-effective transportation was vital to the education of
California’s schoolchildren. In many communities the school bus was the only link between home and the school-
house. In some of the rural areas, the school bus was also used to bring members of the community to town for
supplies. The value of the school bus to California’s education system has been proven many times.

Today, California’s school transportation systen is the third largest in the country and the largest in the state. The
system is macdle up of more than 21,000 school buses, which travel in excess of 280 million miles annually, trans-
porting over 1.3 million pupils to and from school daily. The cost of operating the syslem represents approximately
$600 million or 3 percent of the total state appropriation for kindergarten through grade twelve.




Fiscal Policy Team

The Department of Education initiated the concept of fiscal policy teams and self-assessment guides in 1988 as an
outgrowth of the state’s effort to improve financial management and business practices within the local educa-
tional agencies. As resources for schools become more limited, the need for improved resource allocation method-
ologies become more evident.

The idea of a fiscal policy team grew from discussions focused on the following questions:

o How can school districts improve their overall budget and financial planning?
* Who needs to be involved in the financial planning process?
o How can board members and administrators work together in the planning process?

From these discussions it became clear that a team approach is necessary for the district to manage its affairs suc-
cessfully. Team raembership will vary according to the size of the district, the specific topics beir. 7 discussed, and,
most important, the needs and demands of the district.

A fiscal policy team is typically composed of one or more board members; the superintendent; the chief business
official; and others, such as the transportation administrator, as appropriate. (In small districts the team might
include the lead person in its transportation operation or an appropriate staff member from the office of the county
superintendent of schools.)

The goals of the fiscal policy teams are to improve communications between the governing board and the school
administration and to enhance the basic knowledge and understanding of fiscal and business practices among
fiscal policy team members.

Roles of Team Members

Members of the team play significant but different roles in the assessment process. These roles may change as the
concept of the fiscal policy team is modified to meet the needs of the district. Team members have varying respon-
sibilities according to their positions and bring unique skills and personal interest to the planning process. All team
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members should maintain a broad level of interest in the process so that all points of view can be integrated into
final decisions. The key decision makers and their traditional roles are listed below. In implementing the concept of

the fiscal policy team, however, the district roles and responsibilities may be merged into a more collegial decision-
making process.

The governing board members are responsible for developing policies, establishing boar i goals consistent with the
financial condition of the district, and assisting in the determination of district priorities.

The superintendent is responsible for implementing board policies and directing management and staff in the
assessment of overall district needs, reporting to the board the status of current and proposed laws and regulations
that affect the district, and coordinating the fiscal policy team planning process.

The chief business official is responsible for providing current and projected financial information for both the
school transportation operation and the district as a whole.

The school transportation administrator is responsible for conducting the overall day-to-day management of the
school transportation system. making assessments of the district’s current transportation operation, providing the
projected operational and fiscal needs, and recommending options and alternatives to identified school transporta-
tion issues. =

Suggested Use of the Guide

This guide should be read independently by all fiscal policy team members so that they can determine their own
familiarity with a district’s policies, processes, available data, mandated responsibilities, and other requirements
essential to the school transportation operation. The guide contains a policy reference column to assist team mem-
bers in identifying questions that pertain to fiscal or programmatic arcas. In some instances both areas will apply.
The team should then meet for a discussion or series of discussions of each member's assessment of the district’s
school transportation operation. These discussions will, over time, enable the team to establish a common vocabu-
lary, develop increased knowledge of the district’s school transportation operation, and provide a basis for work-
ing together as an effective team.,




The guide is divided into eight sections:

I. Organization and Administration V. Human Resources Management
II. Financial Management VI. Operations

III. Facilities Management VII. Pupil Management

IV. Equipmeni Management VIII. Public Relations

Each section contains an introductory statement, a school transportation goal, and one or more standards that serve
as reference points against which current district practices may be assessed. The questions that follow each stan-
dard should be used to guide the discussion. Each member of the fiscal policy team should respond independently
according to his or her best judgment of the district’s policies and practices.

Upon compiction of the questions in each section, the team members shoul ' ~ompare answers anc' use the results
as a basis for an in-depth discussion. To facilitate resolution of differences and communication among the mem-
bers, the team should focus on questions to which any member responds negatively.

The discussion is expected to rely heavily on the chief business official, the school transportation administrator, or
the person most knowledgeable about the program. These individuals are expected to have reviewed the questions
well in advance and to have gathered necesary data and reports for review during the discussion.

The team should complete work on each section before moving on to the next section. The questions are meant to
facilitate movement toward improving the operation of the district’s school transportation program. These discussions
should result in decisions necessary for the district to achieve high standards for safe and efficient pupil transporta-
tion services.

Each member of the policy team should respond to the questions with a Yes or No answer according to his or her
best judgment.

()
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Section |
Organization and
Administration

Effective pupil transportation programs must use all available resources—people, vehicles, funding, and facilities—
to the fullest. Successful programs are organized and managed on sound business principles and provide safe and
timely service at a reasonable cost. In addition, successful programs require that the governing board, the school
administration, and the director agree on a philosophy. Team members need to understand one another’s organiza-
tional and administrative needs and processes. Pupil transportation programs are not to be construed solely as a

fiscal entity but as a partner in the district's educational program.

GOAL. To provide an organizational structure that effectively controls the
transportation resources of the district and provides predetermined services to
students which meet or exceed all federal, state, and local regulations

1. Standard: The transportation program has a clear organizational structure
and lines of authority. These are reflected in the organization charts and
job descriptions, which are reviewed annually, revised as necessary, and
approved by the governing board.

a. Does the transportation program have a written organization chart that
shows clear lines of authority and has been approved by the governing
board?

s 13

Yes

No

Policy
Reference

Program
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b. Has the staffing level of the program been reviewed on an annual basis

to determine whether the job positions are necessary and adequate for
the program as determined by the governing board?

2. Standard: The governing board and the school administration have
adopted written policies and procedures that allow for efficient program
operations. Policies established meet local needs and comply with all
federal and state laws as well as the regulations of the California State De-
partment of Education, the California State Department of Motor Vehicles,
and the California Department of Highway Patroi.

a.

b.

d.

Has the governing board adopted specific written policies and rules re-
garding the pupil transportation program?

Do the governing board policies include a definition of what is consid-
ered a safe and reasonable walking distance for children?

Have parents, pupils, and school administrators been informed of the
policies and rules that huve been established regarding the transporta-
tion program?

Does the mechanical condition of the fleet meet standards set by the
California Highway Patrol and other regulatory agencies?

Is driver training in compliance with all standards as determined by the
California Highway Patrol, State Department of Motor Vehicles, and
State Department of Education?

14

Yes

No

Policy |
Reference

Program

Program

Program

Program

Program
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Policy
Yes No | Reference

f. Have bus stops and loading zones approved by the district superinten-
dent been evaluated and designed for maximum safety as required by Program
state regulations?

3. Standard: The governing board of the school district provides transporta-
tion to meet the educational needs of special education pupils through in-
dividual educational programs (IEPs) as provided for in Public Law 94-
142,

a. Does the district have written policy which outlines the procedures and

Program
limitations of this type of transportation? &

b. Could some children who now ride the special education bus ride a

i Fiscal/Progra
regular bus instead? iscal/Program

L ——
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Section |l
Financial Management

Sound financial management practices produce fully accountable programs through ¢ )propriate cost-containment
measures and revenue-generaling activities. A quality program budget reflects cost-reducing strategies and meets

the needs of students.

The pupil transportation program budget projects revenues and expenses on the basis of student demand, staffing,
cost-of-living adjustments, fuel costs, and anticipated state reimbursement rates. The budget may be affected by
unanticipated circumstances such as weather conditions, alternative means of transportation, unexpected increases

in insurance costs, and bargaining unit contract negotiations.

GOAL: To provide a cost-effective transportation system which effectively
meets the needs of the district as determined by the community and school
district governing board

1. Standard: The transportation program meets the needs of the district as
defined by board policy and has been determined cost-eftective and
within the means of the district.

a. Has the transportation department provided a budget, and has it ad-
hered to that budget?

b. Does the budget accurately reflect all costs, including employee benefils,
insurance, capital outlay, and administrative support costs?

16

Yes

No

Policy
Reference

Fiscal

Fiscal




C.

d.

Has the district considered alternative methods for providing home-to-
school transportation?

Have cost comparisons been conducted to determine the cost-effective-
ness of the transportation program?

Has the district determined the level of encroachment on the general
fund and comﬁ)ared the annual changes to cost-of-living adjustments
provided by the general fund?

2, Standard: Costs are analyzed and controlled on a regular basis, with atten-
tion paid to projections and the remaining budget.

a.

b.

Does the transportation program include realistic projections of all
ideniifiable costs?

Is there a management information system which accurately identifies
all costs?

3. Standard: Purchasing specifications are used in the procurement of goods
and services and are readily available to all vendors.

a.

Are specifications designed to avoid sole-sourcz purchasing?

b. Are specifications reviewed regularly to address new technology

changes in market place supply, quality, and other relevant factors?

Are purchased jtems evaluated periodically for compliance with specifi-
cations and vendor performance?

Does the district consider the use of cooperative purchasing available
through the State Department of General Services in deciding on pur-
chases?

? L7

Yes

No

Policy
Reference

Fiscal

Fiscal

Fiscal

Fiscal

Fiscal

Fiscal

Fiscal

Fiscal

Fiscal




Policy |
_Yes | No | Reference |

4. Standard: The district maintains its financia: records according to the
generally accepted accounting principles as defined in the California
School Accounting Manual.

e Have audits been conducted to show compliance? | ‘ Fiscal
5. Standard: The district has provided for sufficient liability insurance cover-
age.
e Has the district evaluated the insurance coverage for activities related to Fiscal
transportation?

18
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Section lli
Facilities Management

A well-maintained fleet of buses, whether operated directly by the district or under contract, is essential to the suc-
cess of a pupil transportation system. The effectiveness and efficiency of pupil transportation services will be
enhanced if a secure facility is provided to store and maintain the transportation fleet.

GOAL: To provide adequate facilities for staff, drivers, maintenance, and Policy
administration as well as bus storage which provides an efficient and safe en- Yes No Reference
vironment for the transportation program

1. Standard: Facilities are secure from theft and vandalism.

* Arefadilities secured from the general public, and are procedures in
place to prevent theft and vandalism to equipment, facilities, and sup- Fiscal
plies ?

2. Standard. Facility design and space are adequate to maximize efficiency of

bus repair and storage.

Program

Program

a. Is there sufficient space for the transportation operation?

b. Is there room for growth in the present facility?

11
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Policy
Yes No | Reference

3. Standard: The district’s hazardous materials policy considers cost as well
as compliance with all federal, state, and local requirements.

a. Is the district in compliance with federal, state, and local requirements? Fiscal

b. Has the district considered all cost alternatives regarding the handling of
hazardous materials, such as fuel and oil, as well as storage, distribution,
and disposal? ]

Fiscal

12




Section IV
Equipment Management

As conditions change, the demand for pupil transportation may increase at a time when the bus fleet is aging. The
challenge of ensuring a large enough fleet of safe and reliable vehicles requires both budgetary and operational

planning and follow-through.

GOAL: To maintain an adequate number of vehicles and support equipment
" to provide for safe pupil transportation for current and future ne -ds

1. Standard: A comprehensive plan is in place which encompasses future
growth as well as a cost-effective replacement program for school buses
and support equipment.

a. Are there a plan and budget for the acquWB‘h of vehicles for replace-
ment and growth?

b. Do standards exist for making decisions in regard to repairing versus
replacing equipment?

13 9 1

Yes

No

Policy
Reference

Fiscal

Fiscal




2. Standard: All vehicles will be maintained in safe operating condition in
compliance with the inspection requirements of the California Highway
Patrol.

a.

b.

Are all records rated satisfactory by the California Highway Patrol?

Does the district have an effective vehicle preventive maintenance pro-
gram for all vehicles?

Are all school buses in service and certified by the California Highway
Patrol?

22

14

Yes

No

Policy
Reference

Program

Fiscal/Program

Fiscal




Section V

Human Resources
Management

Managing peopie is one of the most challenging jobs in a school district. Attitudes, abilities, knowledge, and inter-
ests influence the success or failure of any operation, including pupil transportation programs. Management must
set clear work standards and effectively supervise people to ensure that the standards are met. Consistently recog-
nizing excellent performance is effective in helping employees attain peak performance. The result will be an
environment that enhances employee productivity, growth, development, and morale.

Human resources management includes recruiting and hiring qualitied personnel, maintaining personnel records,
establishing work standards, and providing training activities for employees. Districts should make available

advancement opportunities for the pupil transportation program employees who want to be promoted and who
complete specific training programs.

GOAL: To have clear, well-defined employment practices which are communi-
cated to all employees and prospective employees; are in compliance with all
federal, state, and local laws and regulations; and meet the needs of district

Policy
Yes No Heierence‘

T
}
|
r

—

1. Standard: Each position within the transportation department has a writ-
ten job description.

a. Is there a written job description for each position? Program

Boag




b. Do job descriptions include minimum qualifications, including experi-
ence, education, and legal requirements?

c. Are employees evaluated according to performance expectations and job
descriptions?

d. Istherea current employee handbook clearly communicating all policies
and procedures?

GOAL: To have a development and training program which meets the needs
of and enhances the transportation program

1. Standard: An adequate number of qualified personnel have been hired for
each job classification.

a. Are all current positions filled?

b. Are all drivers’ records reviewed on a regular basis to determine
whether all qualifications are up to date?

¢. Isthere a staff development program for each job classification?

Yes

No

Policy
Reference

Program

Program

Program

Fiscal/Program

Program

Fiscal/Program




Policy
Yes No | Reference

GOAL: To have a safe, drug-free work environment

1. Standard: The district has a policy on drugs for all transportation depart-
ment employees and enforces that policy.

a. Has the district governing board adopted a clearly communicated drug
policy? Fiscal/Program

b. Does the policy include an employee assi ?
oes the policy ployee assistance program Fiscal/Program

17




Section VI
Operations

Decisions about the day-to-day operation of the pupil transportation system have both economic and safety impli-
cations. School districts make decisions about such issues as school starting times and bus routes which have major
cost implications for the pupil transportation systemt.

Fortunately, bus accidents are infrequent events. Unfortunately, some accidents have resulted in serious injuries
and fatalities. It is sometimes difficult for districts to understand the importance of the multitude of safety proce-
dures designed to reduce the likelihocd of accidents.

GOAL: To provide a safe and efficient transportation system that will comple- Policy
ment the educational needs of the pupils Yes No | Reference

1. Standard: Transportation routing provides maximum safety for pupils and
staff and meets the needs of the district,

a. Are there guidelines and procedures adopted to provide maximum
. Program
safety at stops and loading zones?
b. Does the district have a policy that limits a pupil’s riding time on school
, Program
buses?
c. Does the district have a system for optimizing the use of school buses Fiscal/Program
for home-to-school transportation?

18
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Policy
Yes No | Reference

2, Standard: All activity trips are requested and approved through the trans-
portatioi. department.

* Are all activity trips operated in compliance with state regulations and Propram
district policy? (3

GOAL: To have procedures in place which will address emergency situat.ons

1. Standard: Staff members, drivers, and pupils are instructed and rehearsed
in the procedures to be used in an accident or a disaster.

a. Are emergency bus evacuation drills conducted with drivers and pupils

at least once each semester? Program
b. Is there an emerger.cy plan in effect for earthquake, fire, floods, and so

on, which includes procedures to be followed by all transportation per- Program

sonnel?

c. Have all drivers been instructed in proper procedures in case of acci-
dents? Program

d. Does the district emEloy a two-way communication system with which ,
to communicate with the drivers ox school buses? Fiscal/Program

e. Does the district have an accident review policy? Fiscal/Program

~J
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Section Vi
Pupil Management

The bus driver has responsibilities in addition to driving the bus. He or she is expected to teach students appropri-
ate behavior while riding to and from school. The consistent enforcement of standards of behavior contributes to a

safe and positive experience for both students and staff.

GOAL: To provide pupil management policies and procedures which maxi-
mize the safety of pupils, drivers, and the public

1. Standard: As required by state regulations, the pupil mainagement pro-
gram clearly defines the responsibilities and procedures ot school bus
drivers, parents, pupils, and district administrative personnel.

a. Does the district have policies and procedures for pupils’ discipline?
b. Are all pupils instructed in safe riding practices on an annual basis?

c. Are bus rules and disciplinary procedures communicated to pupils, par-
ents, teachers, and other interested parties?

2. Standard: The policy on pupil management is enforced with the coopera-
tion of the administration, local government, teachers, and parents.

* Aredisciplinary rules for pupils enforced on a con sistent basis?

20 28

Yes

No

Policy
Reference

Program

Program

Program

——

Program




Section Vi
Public Relations

The public image of the transportation system is an important component of the public’s perception of the educa-
tional system. Problems can often be minimized through clear communication with students, parents, teachers,

and the general public.

GOAL: To establish a relationship with district personnel and the general
public to promote a positive image and establish trust and awareness of the
transportation system

1. Standard: The governing board and the school administration have
adopted written policies and procedures that allow for effective communi-
cation with the public.

a. Areroutes, schedules, and stops communicated to parents via written
communication and published in the media?

b. Has the district adopted policies to communicate with the public during
an emergency?

2. Standard: The public is informed about special events in a positive man-
ner.

* Arerepresentatives from the local media invited to attend special
events such as safety awards presentations and school bus roadeos?

21
29

Yes

_No

Policy
Reterence__

Program

Program

Program




3, Standard: Transportation personnel maintain effective communication
with school administrators and keep them informed of policies, legisla-
tion, and issues affecting the transportation program.

a. Are transportation reports made periodically to the district governing
board?

b. Have board members and school administrators observed the transpor-
tation program in operation?

22

Yes

No

Policy
Reference

Program

Program
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California Civil Code Section 54.2.

California Code of Regulations, Title 5, sections 14102, 14103; Title 13, sections 12001203, 682, 695, 696, 1061, 1062,
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California Penal Code, Title 7, Chapter 2; Title 8, chapters 2, 3; Title 9, chapters, 2, 4, 5,7, 7.5, 8; Title 12, Chapter 1;
Title 13, Chapter 5; Title 15, Chapter 2.
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California School Accounting Manual. Sacramento: California State Depatment of Education, 1988.

California Vehicle Code sections 545, 546, 680, 336, 34500, 34501, 34501.5, 34506, 34506.3, 12517, 12523, 12523.5, 1252;
12515, 12516, 2804, 2807, 2807.1, 2807.2, 2807.3, 34501.8, 2808, 14606, 24004, 20001, 20002, 20003, 22112, 22500.5,
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Code of Federal Regulations, Title 49.
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